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Change Management Study of Horticulture 2015 – 
Conditions and Success Factors 
 
Abstract 
 
The increasing organizational size, as a result of the industry’s structural change, is 
leading to crises in German horticultural companies. Therefore, the present study exam-
ines the causes of fundamental change processes in horticultural companies, indicates 
the overriding trends and identifies the success factors of change initiatives. For this 
purpose, over 150 decision makers with over 10 years’ experience in their respective 
organization were surveyed from May to December 2014. The megatrends are environ-
mental issues, changed consumer behavior, resource shortages and the labor market. 
Currently, the reasons for change lie in a changing market strategy/sales approach, 
business succession and submission and external changes in the legal conditions. 
Among the most difficult problems occurring in the implementation of change process-
es are low willingness to take responsibility, interest and goal conflicts of the involved 
organization's members and a sacrifice of long-term actions for short-term profit im-
provements. The most important success factors of change processes include realistic, 
clear visions/goals and their communication, team spirit and motivation and a coordi-
nated chronological procedure. Six factors of the psychological level of the change 
success are presented. The results of the study can help to recommend a design for 
change processes in companies within horticultural manufacturing. 
 
Keywords: business transformation, human resources management, project manage-
ment, organizational change, economical sustainability 
 
JEL classifications: L16, L21, L22, L25, L66, M12, O13 
 
1 Introduction 
 
Despite the relevance of change management to the corporate practice in horticultural 
companies, only a few comparative studies on horticulture can be found in the German-
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speaking world and beyond.1 Change management is also important for small organiza-
tional units, which are common in horticulture. Even small organizations experience 
crises as triggers of change processes (Storck and Bokelmann, 1995). Thus, for exam-
ple, company succession constitutes a significant crisis for small enterprises. Through 
the takeover of corporate governance, a change is triggered in the corporate culture in 
many cases. Behaviors that were considered desirable by a senior may not be desired by 
the new leadership. Therefore, the old and the new culture clash and cause friction pro-
cesses. 
 
With this study, the current situation was determined for change processes in German 
production horticulture. The study of the specific economic sector of horticulture was 
based on a series of extensive analyses undertaken by Capgemini Consulting in the 
years 2003 (Claßen, Alex, and Arnold, 2003), 2005 (Claßen, Arnold and Papritz, 2005) 
and 2008 (Claßen and von Kyaw, 2007; see: von Kyaw and Claßen, 2010 and Keicher, 
Anke, Bohn, Crummenerl, and Mergenthal, 2012). Several aspects were deepened and 
extended in comparison with the listed studies (for example, the analysis of statistical 
relationships). Other topics – in which no meaningful results were expected – were not 
considered. Some questions and response categories of the key dimensions of change 
management (Meyerding, 2014a and Meyerding, 2014b) were adopted to carry out a 
comparison of horticulture with larger organizational units in Germany. The questions 
were rephrased to increase their intelligibility for horticultural entrepreneurs. In particu-
lar, technical business terms, which are also often in English, were transcribed and illus-
trated by examples. 
 
The focus of the present study is on: 
► The understanding and attitude of horticultural entrepreneurs towards change 
management 
► The occasions for change initiatives in horticultural companies 
► The organization and framework conditions of change management in horticul-
ture 
► The success factors of change management in horticulture 
 
                                                     
1 Considerations of the causes of developmental processes in horticulture can be found in Berndt (1984, 
pp. 54 ff.), Böckelmann (1992, pp. 106 ff.) and Bock (1994, pp. 49–57). Storck and Bokelmann (1995, 
pp. 303 ff.) establishes a relationship between plant growth and business development. 
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The main objective of the study is to develop an understanding of which success factors 
in change initiatives in German production horticulture companies are particularly rele-
vant. 
 
All the topics of the study were analyzed in relation to structural parameters, like the 
number of employees, number of seasonal workers, perceived economic success com-
pared with direct competitors, perceived "difficulty" encountered in the company chang-
es and perceived pace of change (see Figure 1; Kettinger and Grover, 1995 and Walker, 
Armenakis, and Bernerth 2007). But structures may be defined in various ways (see 
Tran and Tian, 2013), the ones chosen in this study were selected because they can easi-
ly be evaluated subjectively by the decision maker in a horticultural company. It is as-
sumed that all of these structural parameters have an impact on the issues examined in 
the present study (for example, the success factors). Thus, a lack of personal, financial 
and time resources has an (assumed) influence on the change strategy, for example on 
the degree of participation of those affected by the decision-making process. The fewer 
the resources, the less participation is possible. On the other hand the number of em-
ployees can affect the level of hierarchy in the company, which would lead to different 
change strategies in smaller versus larger organizations. For the horticultural industry 
one should distinguish between seasonal and permanent workers, as seasonal workers 
often perform more standardized work and do probably not need to be involved in deci-
sion-making processes. As mentioned the factors change speed and economic success 
mainly refer to the availability of resources for the change project. The factor subjective 
difficulty of change might be an indicator of how much the change impacts the organi-
zation. 
 
(insert Figure 1 here) 
 
The present article is structured as follows: After an introduction of the terminology 
change management and the conceptual approach the study is based on, the implemen-
tation of the study is presented, including the description of the sample. The results and 
discussion section is divided into three subsections. In the first the causes and back-
ground circumstances of change initiatives in the sample of German horticultural com-
panies are presented and discussed. In this section the trends behind the change initia-
tives, the occasions of change projects in German horticulture and the main objectives 
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of these initiatives are presented. The second subsection focusses on the attitudes of de-
cision makers towards change management to evaluate the standing of change manage-
ment in German horticulture. The third subsection deals with the main objective of this 
study, i.e. to evaluate which challenges change projects in horticulture face, their suc-
cess factors and the relationships between these factors and the structural variables from 
figure 1. The article closes with a summary and conclusions. 
 
1.1 Terminology: Change Management 
 
To understand the concept of change management in this study, the definitions of Gat-
termeyer/Al-Ani and Vahs should be used. Gattermeyer and Al-Ani define change man-
agement as follows: "Under change management all measures are subsumed that are 
necessary for the initiation and implementation of new strategies, structures, systems 
and practices" (Gattermeyer, 2001, p. 14). Vahs refers to its holistic nature by defining 
change management as: "Change management is the purposeful analysis, planning, im-
plementation, evaluation and ongoing development of holistic change measures in com-
panies" (Vahs and Leiser, 2003, p. 32). The definition by Vahs can be linked with the 
objective of change management according to Klaffke: "The ultimate goal of change 
management is to achieve the stabilization of the everlasting change" (Klaffke, 2005). 
 
1.2 Conceptual Approaches to the Design of the Change Management Process 
 
If change management is understood as an integrative approach, it considers both a fac-
tual level with the typical project phases of analysis, planning, implementation, moni-
toring and further development and a psychological level with the stages of unfreezing, 
changing and refreezing (Lewin, 1953). The two levels are different processes that have 
to be coordinated to avoid a "reality gap" arising (see Figure 2). After the revolutionary 
act of the process’s start, the learning process at the psychological level leads to a 
change in behavior of the employees and a process of change on the objective level to 
an organizational change. The change result depends on the behavior and the organiza-
tional change. In practice, the operational and organizational structure changes many 
times faster than the behavior of employees and the corporate culture, producing a "real-
ity gap" and thus leading to a suboptimal change result. To ensure an optimal change re-
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sult, change management needs to follow an integrated approach and coordinate the 
psychological and the factual level. 
 
(insert Figure 2 here) 
 
The two levels have to be planned and executed in parallel in a synchronous process. 
The starting point for the change initiative is the strategic goal definition as the input 
variable. The target values arising from the options of strategic change in the form of 
the nature of the change initiative (e.g. the strategic realignment of the company, prod-
uct innovation, merging of companies) and the target dimension of change success (e.g. 
ensuring competitiveness, increased market share, stronger market and customer orien-
tation). Following the strategic goal definition is the actual change process, with its 
stages of analysis, planning, implementation and evaluation. The change process in-
volves both the factual and the psychological level to avoid a "reality gap." The success 
factors on the psychological level are shown in Figure 3. 
 
Based on the studies by Vahs (Vahs and Leiser, 2003) and Picot (Picot, Freudenberg, 
and Gaßner, 1999), universal factors of change success (unpublished Script: Schnitzler, 
C.C.: Change Management, Fachhochschule Hannover, 2011) can be deduced for the 
psychological level (Meyerding, 2014a). Figure 3 shows the success factors with the as-
sociated issues in this study. 
 
(insert Figure 3 here) 
 
The organizational structure of the change initiative (S1) may consist of the steering 
committee, the core team, the individual project teams and the company as a whole, in 
which the former are often combined into one person in horticultural companies (Mey-
erding, 2014a). 
 
In the context of leadership behavior (S2), two extremes of management orientation can 
be named: transactional leadership and transformational leadership. The object of trans-
actional leadership is to offer incentives in exchange for the work that has to be per-
formed. The motivation and commitment of employees are achieved by the design of 
the work environment and incentive systems. Transformational leadership is not based 
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solely on an exchange relationship. The influence on the behavior of the employees is 
achieved by a goal and value change. Enthusiasm should be built through meaning and 
the charisma of the leader, which means an increase in output resulting from a specific 
"cultural" control (Krüger, 2012). 
 
The success factor communication (S3) raises the question of the relationship between 
bottom-up and top-down communication and the way in which these communication 
streams should be organized. In terms of top-down communication, attention needs to 
be paid to the date of the communication, the communication channel, the contents of 
the communication, the communicator and the form of communication. Bottom-up 
communication is used for the disclosure of tacit knowledge and also deals with the or-
ganization of knowledge dissemination and transmission (Meyerding, 2014a). 
 
Participation (S4) is particularly useful in dealing with knowledge holders. This is 
achieved through the integration of carriers of experiential knowledge into the change 
management process as well as the transfer of decision and action rights to knowledge 
holders (especially to affected employees and external consultants) (Picot, et al. 1999, 
p. 135). Another possibility is the movement of change management knowledge to the 
person responsible for change management by knowledge disclosure in the form of bot-
tom-up communication (Meyerding, 2014a). 
 
The functions of the success factor training (S4) are the creation and expansion of em-
ployees’ skills and the resulting increase in motivation and the credibility of strategic 
plans. Training can consist of three different components: professional knowledge, 
methodological knowledge and interpersonal knowledge (Meyerding, 2014a). 
 
The success factor incentives (S5) is used to induce preference compatibility between 
employee and company goals. Four different types can be distinguished: material incen-
tives, incentives from the task itself, social incentives and incentives for organizational 
framework conditions (Meyerding, 2014a). 
 
Controlling (S6), as the last success factor, has the objective of "... coordination of in-
formation-, planning-, monitoring-, organizational- and personnel management systems 
to ensure a targeted steering of the change initiative" (Picot, et al. 1999, p. 150), thus 
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taking on a targeting function, a service function (communication of deviation between 
actual and desired values) and an adjustment innovation function (e.g. through bench-
marking and the identification of best practices; Picot, et al. 1999, p. 150 and Meyerd-
ing, 2014a). 
 
The limitations of the survey in the present study result from the subjective assessment 
by managers or horticultural entrepreneurs. Accordingly, the results of two companies 
are not necessarily comparable. Furthermore, the success factors could be judged differ-
ently by other groups, such as employees or external consultants. In individual cases, 
the specific situation of the company leads to other success factors. The most important 
limitation of the study is that it is the implementation of change management measures 
at the right time (S7) that leads to positive results. This timing can only be planned de-
pending on the situation and therefore cannot be mapped in the study. 
 
2 Materials and Methods 
 
The study is based on a survey of executives from German production horticulture 
companies conducted between May and December 2014. Horticultural entrepreneurs 
were contacted with a personalized letter by post or email. The addresses were taken 
from a commercially available horticulture business directory (Haymarket Media, 2009, 
2010). For this purpose, a questionnaire was created with the online tool LimeSurvey 
and the appropriate link was sent via the letter or email. A total of 159 fully usable 
questionnaires were evaluated. Complete questionnaires were considered to be ones in 
which the respondent had progressed through the whole questionnaire, that is, he/she 
must not have answered all the questions. The survey questions are based on a series of 
analyses undertaken by Capgemini Consulting in the years 2003 (Claßen et al., 2003), 
2005 (Claßen et al., 2005) and 2008 (Claßen and von Kyaw, 2007; see: von Kyaw and 
Claßen, 2010 and Keicher et al., 2012). Change management and related topics are not 
easy to grasp for horticultural entrepreneurs, because of their education. For this reason, 
the questionnaire was optimized in several passes through pretests with executives and 
aspiring executives in horticulture. Many technical business terms had to be represented 
by tangible synonyms and explanations with examples. The result was a questionnaire 
with a total of 5 thematic areas, 34 issues and often diverse response categories. Many 
questions were realized due to multiple responses; to avoid a possible primacy or recen-
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cy effect,2 the order of the answer choices was randomized for each participant. In addi-
tion, there was often an opportunity to give free answers. Despite all the efforts, the par-
ticipation rate could not be prevented from falling in the last questions. In addition to 
the individual evaluations of the sets of questions, the relationships with certain struc-
tural variables (see Figure 1) were investigated. Multiple responses produce dichoto-
mous data; therefore, Kendall's tau-b (τb) was used to calculate most correlations (see: 
Field, 2009, pp. 181–182). For ordinal or parametric data, Spearman's correlation coef-
ficient (rs) was used as normal distributions were not present (see: Field, 2009, pp. 179–
181). The direction of relationships is not always clear in advance; therefore, two-sided 
analyses were performed throughout. In the text, the relationships (correlations) are pre-
sented as follows: (1. type of correlation coefficient; 2. level of significance; 3. number 
of considered records in the calculation), for example (τb=.26; p<0.01; n=106). 
 
2.1 Structure of the Companies in the Sample 
 
As Figure 4 (left) shows, the surveyed horticultural companies come from all over 
Germany. 
 
(insert Figure 4 here) 
 
The companies analyzed represent the entire spectrum of German production horticul-
ture (see Figure 4, middle). One-third of the respondents classified themselves into the 
category floriculture (33%); vegetable firms are represented by 28%. Tree nurseries are 
overrepresented, with almost a third of the respondents (31%), whereas fruit farms, ac-
counting for 8% of the respondents (N=169), are under-represented compared with the 
population.3 The focus is on small and medium enterprises. Thus, 75% of the companies 
surveyed have fewer than 10 employees (excluding seasonal workers) and only 3% have 
more than 50 employees (see Figure 4, top right, N=166). Of all the companies repre-
sented in the study, 62% employ an annual average of fewer than 5 seasonal workers 
(see Figure 4, bottom right, N=138). 
 
                                                     
2 Denotes that respondents assign greater importance either to the former or to the latter. By randomizing 
the order of the answers, these effects can be excluded. See, for example: Murphy, Hofacker, and Miz-
erski (2006). 
3 Population: fruticulture: 31.9%; floriculture: 25.5%; vegetable farms: 17.6%; tree nurseries: 9.8%; and 
other: 15.1%. See: Gurrath (2006). 
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2.2 Structure of the Respondents in the Sample 
 
Basically, any responsible manager of a horticultural company is both the initiator of 
and affected by change processes. Responses from experienced decision makers within 
the company are important for the quality of the results. For a complete picture of the 
relevant parties of change processes, other hierarchical levels should be surveyed too. 
This point represents a weakness of the present study. 
 
(insert Figure 5 here) 
 
Nine out of ten respondents act as the owner, chairman, managing director or plant 
manager. The remaining 10% consist of directors or senior department heads (1%), pro-
ject managers (1%) and department heads (8%, N=119, as shown in Figure 5, left). The 
length of service in the company, which was also collected, shows only a few partici-
pants (3%) with short employment duration. Most of the answers are based on long-
standing knowledge of their own organization. Almost 90% of the respondents have 
corporate experience of ten years and more (see Figure 5, right, N=128). The partici-
pants in the study are therefore, with a score of almost 90%, top decision makers with 
many years of experience. 
 
3 Results and Discussion 
 
3.1 Causes and Backgrounds of Change Management 
 
In comparative studies across all the industries in Germany, change management occu-
pied a leading position among the personnel issues of the present and future (Claßen 
and von Kyaw, 2007). The importance of change management in horticulture also be-
comes apparent in this study. At present, change management is a very important issue 
in 35% of horticultural companies (N=114). Many participants in the study, while look-
ing into the future (in 2020), increased their assessment by one level (e.g. from im-
portant to very important); barely a respondent anticipated an importance decrease. This 
result indicates that decision makers in horticultural companies see a high need for 
change in the future. For the future, 87% of the respondents expect a major role of 
change management and only 13% a less important or insignificant value (N=106). 
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3.1.1 "Megatrends" Behind the Change Initiatives 
 
Profound changes in society, economy and technology are becoming ever more hostile 
from the viewing angle. These "megatrends" are the driving force for future change 
programs and embedded change management measures. From the literature (see: Ar-
onoff, 1998, Maas, 2015 and Rump and Walter, 2013), comparative studies (see: 
Claßen, et al. 2003, Claßen, et al. 2005, Claßen and von Kyaw, 2007, von Kyaw and 
Claßen, 2010 and Keicher, et al. 2012) and the trade press, 22 "mega-trends" were iden-
tified. This list is not complete. However, allocated by the study participants to the cate-
gory "others," the trends and developments will conform to just two aspects: changed 
consumer behavior and progressive market liberalization. Therefore, the selection rep-
resents the most important of the coming developments. Up to five aspects could be se-
lected in answer to the question "Which 5 'megatrends' will be the causes of fundamen-
tal change processes in your company in the next decade?" (see Figure 6). 
 
(insert Figure 6 here) 
 
The main theme environment (64%) is considered to be the most important megatrend 
by far. This includes both the effects of climate change and the topics of environmental 
regulations and costs, which are especially relevant to horticulture. The subject area de-
mographics, with 32%, is the fifth most important megatrend in German production 
horticulture. In the comparative study on all industries across the German-speaking 
world, demographics, with 48% of the responses, was the most important megatrend. In 
second place, with 48%, is the megatrend changing consumer behavior (such as rising 
health consciousness) in German production horticulture, followed by shortage of re-
sources/prices (e.g. raw materials), with 40%, and changes in the labor market ("war 
for talent" and shortage of skilled personnel). 
 
Human resource issues can be found particularly frequently in the megatrends. They in-
clude megatrends such as the labor market, demographics, working attitude, urbaniza-
tion, diversity, division of labor, working methods and women, for example their share 
in management positions. 
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Other typical sustainability issues are among the megatrends in German horticulture and 
clearly top the list: environment, changing consumer behavior and resource shortag-
es/prices. Thus, sustainability issues will be the megatrends of the next decade and will, 
from the perspective of decision makers, be the cause of fundamental change processes 
in German production horticulture companies. The progressive market liberalization 
and simultaneous concentration processes account for 22% of the 124 horticulture en-
terprises that count this issue as being among the most important change causes. The 
acceleration (e.g. "time to market," shorter product life cycles) is clearly noticeable for 
16% of the respondents. 
 
The other megatrends with a certain degree of importance (>10%) are hardly surprising. 
Each of these issues could be investigated in greater depth as a starting point for trans-
formation processes: the Internet, for example Web 2.0 (facebook, etc.) and increasing-
ly convergence media (smart TVs, phones), with 23%, urbanization (e.g., metropolises, 
rural exodus), with 15%, and new technologies (e.g., nano-, bio- and gene technology), 
with 11%. Six of the megatrends play a negligible role for horticultural companies. 
 
As shown in Figure 1, other structural factors were also examined. The results show a 
significant negative correlation with the number of seasonal workers and the importance 
of the megatrends demographics (τb=-.25; p<0.01; n=138) and a positive correlation 
with the importance of financial markets (τb=.20; p<0.05; n=138) as well as the end of 
nation states (τb=.18; p<0.05; n=138). 
 
The assessment of the surveyed decision makers with respect to the economic success 
of their own business compared with that of direct competitors is positively related to 
the importance of the topic labor market (e.g. "war for talent," shortage of skilled per-
sonnel; τb=.20; p<0.05; n=114). For successful growth-oriented companies, the skilled 
labor shortage is already a resource bottleneck. This assessment is also reflected in the 
result that companies that have achieved their targets with respect to quantifiable indi-
cators on average over the past two years consider the development on the labor market 
(τb=.28; p<0.01; n=72) to be especially relevant. 
 
For horticultural companies, for which dealing with change processes in the future is 
particularly important, the importance of the megatrends resource shortages/prices 
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(τb=.18; p<0.05; n=106) and progressive market liberalization and simultaneous con-
centration processes (τb=.25; p<0.01; n=106) is particularly high. This shows that horti-
cultural companies that are "forced" by external developments to adapt to changes are 
more dependent on assistance with the implementation of change projects or expect 
stronger opposition within the company than companies that adjust proactively to 
changing environmental conditions. 
 
A significant negative correlation is shown in the subjective level of difficulty in terms 
of the change taking place within the company and the importance of the trend IT flexi-
bility (τb=-.21; p<0.05; n=97) and a positive correlation with the importance of shortage 
of resources/prices (τb=.21; p<0.05; n=97). This result could indicate that more techno-
logically advanced horticultural companies estimate the level of difficulty of the current 
changes to be lower, because they are generally more open to innovations and/or have 
gathered more experience with different (technology-related) processes of change. For 
horticultural companies that are affected by a shortage of resources and corresponding 
prices, the current processes of change seem to be perceived as particularly difficult. 
 
3.1.2 Occasions of Change Projects in Horticultural Companies 
 
Change management is not an end in itself but the response to a need for change within 
the company. To be able to design suitable change management, the change’s cause and 
requirements should be identified. These largely determine the appropriate transfor-
mation architecture. The participants in the study were asked to specify the most com-
mon causes of change projects in their companies in the next 3 years from a selection of 
15 different examples. 
 
(insert Figure 7 here) 
 
As can be seen in Figure 7, five main reasons for change in horticultural companies can 
be identified. 
► Changed market strategy/sales approach (42%) – The customer as a dynamic 
creature requires the continuous attention of the company. Adjustments to 
changing demand structures and behaviors are the key to survival and the ex-
pected return on investment of the owners. 
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► Corporate succession/business handover (40%) – Almost 90% of the respond-
ents have belonged to their company for more than ten years. For many horticul-
tural companies, the succession is unclear. Furthermore, it is a fundamental pro-
cess of change, which is connected to a large number of, mainly personal, chal-
lenges, especially in family-run businesses. 
► External changes, laws, etc. (36%) – Horticultural companies are subject to 
strict regulation and monitoring, particularly in the environmental field. The or-
ganizational structure and the production methods and technologies are therefore 
highly dependent on the legislation. Changes in political demands and currents 
can therefore quickly have a direct impact on corporate practices. 
► Changed HR concepts (32%) – Demographic change, urbanization and the 
changed working attitude of the staff require the reaction of the company to at-
tract and retain staff in the future. 
► Cost reduction programs (32%) – As long as there are companies in market 
economies, the search for further efficiency gains will remain a significant driver 
of change initiatives, whether they are reactive "in difficult times" or, which is 
considered to be more purposeful, proactive "in better times." 
 
In the comparative study (Claßen and von Kyaw, 2007, p. 15), the main reasons identi-
fied for change projects in Germany were restructuring/reorganization (49%), growth 
initiatives (38%), changed corporate strategy (33%), cost-cutting pro-
grams/"rightsizing" (32%), changes in market strategy/sales approach (32%) and mer-
gers and acquisitions (21%, N=122). Here, the larger organization size compared with 
German horticultural businesses becomes apparent. However, the restructur-
ing/reorganization option must be considered critical at this point, since restructuring 
and reorganization can be understood as synonyms for a change process. In some cases, 
it can be argued that restructuring takes place for its own sake, carried out for example 
after a change of leadership, to break historically grown structures and fiefdoms. 
 
3.1.3 Main Objective of the Change Initiatives in German Production Horticul-
ture 
 
In the occasions instigating change projects, a number of background causes often come 
to fruition. In every tenth company, this currently involves increasing growth (13%, 
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N=104). In the comparative study of all the sectors in Germany, with 44%, this was the 
main objective of change initiatives. Cutting costs was mentioned as the main target by 
16% of the respondents. In the comparative study, the equivalent figure was 29%. Qual-
ity improvement, with 30%, is located in the first place for German horticultural compa-
nies (14% in the comparative study). Often, however, the project objectives quality and 
cost reduction are in contradiction. For German production horticulture, the issue of 
sustainability is essential, given that 24% of the respondents named practicing sustain-
ability as the main objective of their corporate changes. This item was not captured in 
the comparative study. That the list used, consisting of six main targets, is sufficient was 
demonstrated by the fact that only 14% ticked something quite different. 
 
3.2 Attitude of the Decision Makers towards Change Management 
 
Leadership is a key organizational issue in horticultural enterprises (Unpublished study 
by the ZBG: Organization 2020). Nevertheless, it raises the question of how leadership 
should be designed. In the management literature, two oversubscribed leadership types 
are typically listed (transformational and transactional leadership; see: Krüger, 2012). 
Considering change initiatives, generally neither of these two extremes is right or 
wrong. Therefore, a situational leadership style should be chosen (Cf.: Claßen and von 
Kyaw, 2007, p. 19). Transferred to management styles, this results in two types of man-
agers. In the transactional type (rather "tough guy"), the employee dimension has subor-
dinate, mostly secondary importance as long as success can be seen. This can be com-
pared with the transformational employee-oriented manager, who reflects on all the de-
cisions in the light of the impact on the stakeholder employee. 
 
In addition to the normative, in the wake of the social dimension of sustainability’s sub-
stantially fundamental question of what is "right," it is interesting that both types occur 
in corporate practice. For this reason, it was asked in the study how the following points 
of view are distributed among managers and entrepreneurs: 
► "If the suffering of the employees is just large enough they will adapt to the nec-
essary changes." 
► "We need to make the persons concerned become participants and actively sup-
port the process of change." 
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As response categories, ten intervals (ten percentage levels) were predefined. The clus-
ters in the distributions provide a tendency for the views. 
 
In the results, it is clear that most horticultural entrepreneurs and managers disagree 
with the statement "increased distress." More than 30% of the respondents agree with 
the statement at 0% (N=100). A different picture emerges for the statement “we must 
ensure that those affected become involved.” Most of the respondents agree with this 
statement at a level of more than 50%. However, only about 20% of the respondents 
agree with the statement 100% (N=108). The result could indicate that the employee 
orientation is indeed strong, but the willingness of decision makers to let the employees 
participate in the decision-making process does not exist to the same extent. A limiting 
factor is that the agreement on this issue is still no direct reference to the actual behavior 
of executives. At this point, a socially desirable response behavior (Stocke, 2004) could 
distort the result, in that the statement that the persons concerned should be made partic-
ipants will indeed produce agreement, but the real leadership behavior shows a different 
picture. 
 
3.3 Challenges and Success Factors in Change Processes 
 
One of the major contributions of this study is the identification and analysis of the im-
portance of success factors in change processes in German production horticulture. On 
the basis of Senge (Senge, 1990) and Kotter (Kotter, 2011) but mainly grounded on the 
studies by Vahs (Vahs and Leiser, 2003) and Picot (Picot, et al. 1999), Schnitzler (un-
published) derived general factors of change success (see Figure 3) on the psychological 
level. These general factors of change success and their implementation in a practical 
process model (Meyerding, 2014a) form the basis for the analysis of the success factors 
in the present study. In the aforementioned process model, the factors are applied ac-
cordingly at different stages of the change project (Figure 2, above). The application 
and intensity of the factors must be designed individually and in detail for each change 
situation. The deduced factors of change success are confirmed by the studies of inter 
alia Claßen (Claßen, et al. 2005 and Claßen and von Kyaw, 2007) and Kyaw (von Kyaw 
and Claßen, 2010). 
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3.3.1 Challenges in the Implementation of Change Processes 
 
The first clue may be the respondents’ indication of the success factors when asked 
about the obstacles to the implementation of corporate strategies and change processes. 
Essentially strategic confusion, political conflicts and technical mistakes were men-
tioned as reasons for difficulties encountered in implementation (see Figure 8). Too lit-
tle willingness to take responsibility and interest conflicts and conflicts of objectives of 
the parties involved are each perceived by 34% of the respondents as the most difficult 
problems in the implementation of change processes. As a strategic problem, the sur-
veyed decision makers in German horticultural production see that long-term measures 
are sacrificed for short-term improvements in earnings (29%). In fourth place, with 
25% of mentions, is the lack of skills/qualifications/expertise of those involved in the 
change process. Here a self-critical view of the horticulture entrepreneurs can be ob-
served. Challenges that can be assigned to the factual level of the change process are in 
the middle of the most difficult challenges in the implementation of change initiatives. 
These are: no real sustainable monitoring/performance review of the activities (23%), 
no clear objectives (22%), too many activities without prioritizing (18%) and weak pro-
ject management (10%). Change fatigue is clear for 12% of the respondents in the point 
paralysis of the organization through ongoing reorganization. 
 
(insert Figure 8 here) 
 
Other challenges were noted, with 8% of the respondents referring to the lack of an in-
ternational/global perspective and the missing link between "top-down" and "bottom-
up" communication. Abandoning change management is considered as problematic only 
by 7% of the horticultural entrepreneurs. The lack of commitment of the owner has little 
relevance, with 5% of mentions. This result is, however, hardly surprising, since most 
of the participants are also the owner of the horticultural company under investigation. 
The challenges that result from a lack of concretization of the change by a business case 
and missing or lack of support from the line management, each accounting for 3% of 
mentions, are relatively insignificant (N=77). Line management in the traditional sense, 
however, cannot be expected within the companies surveyed due to their size. 
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In horticultural companies, which employ many seasonal workers, the challenge of the 
lack of clear objectives is perceived as less problematic (τb=-.16; p<0.05; n=138). For 
companies that consider themselves to be economically successful in relation to their di-
rect competition, not enough change management (τb=-.20; p<0.05; n=114) is less of a 
problem. Other statistically significant relationships can be observed between the cur-
rent importance of change management and the lack of support of line management 
(τb=-.18; p<0.05; n=114), the paralysis of the organization through ongoing reorgani-
zation (τb=.21, p<0.05; n=114) and the sacrifices of long-term measures for short-term 
improvements in earnings (τb=.19; p<0.05; n=114). The results give the impression that 
the importance of change management is particularly recognized if deficits in strategic 
planning and implementation are visible. The same applies to the future importance of 
change management in the company and thus to the paralysis of the organization 
through ongoing reorganization (τb=.20; p<0.05; n=106), no real sustainable monitor-
ing/performance review of activities (τb=.19; p<0.05; n=106) and the sacrifice of long-
term measures for short-term improvements in earnings (τb=.27; p<0.01; n=106). In ad-
dition, the perceived difficulty of the current change process within the company has a 
statistically significant relationship with some problem areas in the implementation of 
change processes (too many activities without prioritizing (τb=.18; p<0.05; n=97), the 
paralysis of the organization through ongoing reorganization (τb=.20; p<0.05; n=97), 
waiver of change management (τb=-.25; p<0.01; n=97) and the lack of commitment of 
the board/owner (τb=-.20; p<0.05; n=97)). Companies that could have achieved their 
goals very well on average over the past two years could also define clear objectives in 
the context of change projects (τb=-.22; p<0.05; n=72). For companies with many em-
ployees, the problem of the missing link between "top-down" and "bottom-up" commu-
nication frequently appeared (τb=.26; p<0.01; n=166). 
 
3.3.2 Success Factors in Change Processes 
 
In addition to the "negative" analysis – the question of the implementation barriers – the 
respondents were also asked about a "positive" view – the question of the success fac-
tors. The list of success factors demonstrates the high level of importance of soft factors 
in changes in German production horticulture, a conclusion that is slowly prevailing 
generally (Cf.: Todnem By, 2005). The broad diversification of the success factors indi-
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cates that there are not one or two factors of change success, but that only a sensible 
combination of success factors positively affects the result of change initiatives (see 
Figure 9; see Mento, Jones, and Dirndorfer, 2002). 
 
(insert Figure 9 here) 
 
At the top of the list of success factors that are known to the study participants from past 
change processes is a realistic, clear vision/goals and their communication, with 41%. 
This shows that important foundations for the subsequent success of change are already 
set in the project phase of the strategic definition of goals. In addition, the team spirit 
and motivation of the project team or the change concerned were regarded as decisive 
for success (39%). The timing factor (see Figures 3 and 9) accounts for 31% of the sur-
veyed decision makers in German production horticulture concerning the three most 
important success factors. This is followed by the factors information/communication 
with the points open, clear communication within the project and towards others (26%) 
and the "right" information policy (19%). The leadership factor was mentioned fifth 
with the success factor "right" leadership (21%). With 17% and 15%, the success fac-
tors participation of those affected in the decision process and the training of the person 
concerned were named in places seven and nine. These two success factors are summa-
rized in the factor participation and training. An understanding of the urgency of the 
need for change, therefore, is counted by 16% of the respondents among the main three 
factors for success. Other success factors reported, with 9%, are the incentive system for 
those involved (factor incentives in Figure 3) and consistent monitoring and controlling 
of the change process (factor controlling). The commitment and the credibility of man-
agement are considered only by 7% of respondents to be among the three most im-
portant success factors. This result can be explained by the study participants them-
selves being the decision makers in the horticultural business. In the comparative study, 
this success factor was in first place, with 75%. In the results of this question, the im-
portance of the factors of the psychological level of the change project becomes appar-
ent. Subjects of the factual level end up with projects/programs (5%) and professional 
project management (3%) in the rear seats of the success factors (N=98). 
 
For companies with many employees, the commitment and credibility of management 
(τb=.15; p<0.05; n=166) is more frequently counted among the three most important 
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success factors, but a realistic, clear vision/goals and their communication (τb=-.15; 
p<0.05; n=166) and a tuned temporal approach (τb=-.17; p<0.05; n=166) were rarely 
mentioned. Horticultural companies that see themselves as particularly economically 
successful compared with their direct competitors named the professional project man-
agement as having a significant impact on the success of change processes more often 
than less successful companies (τb=.18; p<0.05; n=114). Surprisingly, companies that 
perceive the current change as being particularly difficult see professional project man-
agement as a success factor of transformation projects (τb=-.20; p<0.05; n=97) less fre-
quently, even though these companies particularly frequently mentioned many activities 
without prioritizing (τb=.18; p<0.05; n=97) and a paralysis of the organization through 
ongoing reorganization (τb=.20; p<0.05; n=97), which actually just points to a lack of 
professional project management. Perhaps professional project management is not even 
recognized as a way to simplify the process of change. 
 
Unlike the question in Figure 9, the respondents were then asked to look into their own 
companies (see Figure 10). Up to three success factors could be chosen. Again, the or-
der for the respondents was randomized. 
 
(insert Figure 10 here) 
 
The results support the importance of the factors of the psychological level of the 
change process, so the involvement of employees in decision making (factor participa-
tion/training) is, with 53% of the responses, in first place among the factors of success-
ful change processes within the company. Decent leadership and acting as a role model 
(factor leadership behavior) can be found, with 47%, in second place. In third place is 
the success factor reducing and avoiding conflicts and resistance (41%). This success 
factor is not attributable to any of the general factors directly. Rather, the correct use of 
the factors (see Figure 3) is responsible for reducing and avoiding conflicts and re-
sistance. Only as the fourth of the success factors does a topic from the factual level of 
change processes appear. The result of 31% of mentions of the point analyze and under-
stand the situation and environment shows the importance of project phases one and 
two, strategic goal definition and analysis, to the success of change (see Figure 2). The 
development of the corporate culture is to be found in fifth place, with 25%. The lead-
ership factor (operationalized by the success factor correct leadership) occupies sixth 
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place, with nearly 25%. The factor information and communication reached seventh 
place, with 24%. Further points that can be assigned to leadership behavior are identify 
and enshrine successes (19%), promote leadership (12%), force focus and alignment 
(3%) and ensure mobilization and commitment (2%). The factor incentives can be found 
in midfield with 17% of the mentions. The factors controlling, here operationalized as 
project/process controlling, with 10%, and develop and build structure and monitoring, 
with 9%, are located in the lower ranks. To carry out the training and development of 
target groups, the area of participation and training is of secondary importance (7%) in 
German production horticulture. The same applies to the success factor of the factual 
level of the transformation process, capture and design organization and processes 
(19%, N=93). 
 
In companies with many employees (excluding seasonal workers), the right leadership 
behavior (τb=.17; p<0.05; n=166) and the project/process controlling (τb=.16; p<0.05; 
n=166) were statistically significantly more frequently named as a success factor in the 
own business than in companies with fewer employees. With the increase in seasonal 
workers, the importance of the success factors reduce and prevent conflicts and re-
sistance (τb=-.17; p<0.05; n=138) and information and communication (τb=-.23; 
p<0.05; n=138) decreases. Horticultural companies that perceive themselves to be eco-
nomically successful compared with their competitors named the success factor training 
and development of target groups particularly more frequently in relation to the success 
of change processes in their companies (τb=.22; p<0.05; n=114). 
 
3.3.3 Structural Variables: Economic Success, "Difficulty" of Change and 
Change Speed 
 
As shown in Figure 1, in addition to the number of employees and the number of sea-
sonal workers, more "structural variables" were collected, which can be assumed to 
have an influence on the various issues in the area of change management (for example, 
on the factors of success). One difficulty arises from the fact that these questions need to 
be answered especially subjectively. What is difficult? What is fast? The scale was also 
defined no further than the two extreme values of zero ("easy") and ten ("extremely dif-
ficult"). A limitation remains concerning the issue that no anchor was set. As already 
mentioned, the classifications represent the perceptions of the respondents and do not 
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meet the criteria of reliability. However, they were a viable solution to analyze very dif-
ferent companies from different sectors of production horticulture and diverse change 
initiatives. 
 
When asked about the difficulty of the changes currently taking place in the company on 
a scale from one (very easy) to ten (extremely difficult), an average degree of difficulty 
of 6.28 was observed (N=97). Figure 11 illustrates the results. They are particularly in-
teresting with regard to the analysis of correlations with other issues. 
 
(insert Figure 11 here) 
 
Concerning the question "If you characterize the speed of your business – analogous to 
road traffic – how fast is your business moving," most decision makers in German pro-
duction horticulture, considering the possible answers, described the speed of change as 
rather slow (N=34). 
 
An average degree of target achievement of 66% was calculated from the answers to the 
question "to which extent were the goals achieved, on average, in the last two years?" 
(Figure 11, right). It appears that more than half (51%) of all the change initiatives in 
German production horticulture can be viewed as a failure (N=72). Here, the need for 
enhanced change management competency becomes apparent. 
 
The relationships between the collected structural variables are shown below. Compa-
nies with many employees (excluding seasonal workers) also deal with many seasonal 
workers (or vice versa) (rs=.27; p<0.01; n=136) and perceive a greater change speed 
(rs=.37; p<0.05; n=31). Relationships between the number of seasonal workers and the 
perceived economic success compared with direct competitors (rs=.30; p<0.01; n=93), 
the current importance of change management (rs=.23; p<0.05; n=92), the average 
achievement of quantitative indicators (rs=.30; p<0.05; n=60) and the perceived pace of 
change (rs=.43; p<0.05; n=28) can be observed. A considerable, significant relationship 
is apparent for the structural variables of economic success, particularly for the degree 
of target achievement, as measured by quantitative indicators (rs=.50; p<0.01; n=71) 
and the perceived pace of change (rs=.46; p<0.01; n=34). Decision makers who believe 
that change management will be particularly important in the future assess the difficulty 
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of the change process taking place in their company as being particularly high (or vice 
versa; rs=.23; p<0.05; n=86). Furthermore, there is a relationship between the average 
achievement of objectives based on quantifiable metrics in the past two years and the 
perceived pace of change (rs=.58; p<0.01; n=27). It could be concluded that successful 
companies are changing faster than less successful ones. However, the relationships 
shown illustrate mainly the consistency and traceability of the response behavior. 
 
4 Conclusion 
 
The German production horticulture sector has been experiencing a structural shift to-
wards larger organizational units for decades. As shown in the development models of 
companies, for example those presented by Greiner (1983) and Bleicher (1991), this 
growth of organizations is already leading to potential crises, which have to be over-
come in change initiatives. Furthermore, the corporate environment is changing increas-
ingly. The study has identified the main megatrends, which will be the cause of the fun-
damental change processes in German production horticulture companies over the next 
decade. These are mainly trends regarding the environment, modified consumer behav-
ior, resource shortages and the labor market. The horticultural entrepreneurs see the 
main objectives of change projects as the improvement of product quality and sustaina-
ble agricultural practices; only afterwards should the costs be reduced. In the next three 
years, changing market strategies, customer approaches and corporate succes-
sion/business handover, as well as external changes, for example the legal situation, 
will be the most common causes of changes in the horticultural companies studied. The 
study also points out that the importance of dealing with processes of change is detected 
by the horticultural entrepreneurs and will increase even further in the future. 
 
Change management involves a factual level and a psychological level. The two levels 
need to be developed simultaneously to avoid a reality gap between the structural 
change and the behavioral change of those involved. The horticultural entrepreneurs 
surveyed recognize the need to involve those who are affected, for example in the deci-
sion-making process. Overall, the study demonstrates that dealing with change process-
es has little professional design in most horticultural companies. German production 
horticulture is faced with the challenge of improving its ability to transform significant-
ly. Therefore, business consultancy services can make a valuable contribution. 
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The study indicates that the most difficult problems encountered in the implementation 
of change processes arise especially from low willingness to take responsibility and in-
terest and goal conflicts of those involved. In addition, long-term measures are often 
sacrificed for short-term improvements in results. The study also provides important 
clues to which success factors are crucial to the success of change initiatives. Mentioned 
here are in particular a realistic, clear vision and goals as well as their communication 
within the company. In second place, the importance of the psychological level of 
change management becomes apparent through the point team spirit and motivation. 
Furthermore, the relevance of a coordinated temporal approach to the change success is 
shown in the study. 
 
From the comparative studies and the results of the present study, six factors of the psy-
chological level of change management can be derived. These are leadership behavior, 
controlling, incentives, participation and training, information and communication and 
timing. The use and configuration of these factors in the various stages of a change pro-
ject are, as the present study shows, dependent on the organizational structure, which 
includes the number of employees and the number of seasonal workers, as well as on the 
economic success of the company, the difficulty of the change and the pace of change. 
In the surveyed horticultural companies, the factors participation and training (with the 
aspect of engaging employees in decision making) and leadership behavior (with the 
aspect of adequate leadership, acting as a role model) were particularly frequently 
identified as being crucial to the success of change. 
 
Economically sustainable horticultural companies are able, as far as possible proactive-
ly, to adapt to changing environmental conditions. Not only the classical indicators of 
profitability, stability and liquidity help to reflect adequately the economic dimension of 
sustainability. The ability to change may therefore represent a key indicator of the eco-
nomic sustainability of horticultural companies. The identified success factors in this 
study could be levied for this purpose in a questionnaire and compared with the average 
of the respective sector. 
 
Due to the small number of cases, for example regarding the loss of productivity and 
turnover rate, the influences of the success factors could not be quantified. Therefore, 
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further research is needed to determine the relative influence of different factors on the 
success of change. However, such measurements are complex, because not only the im-
plementation of certain measures but also their timing and interdependencies are ex-
pected to affect the success of change. A sensible supplement to the present study would 
also be a survey of employees and external consultants concerning the success factors of 
change initiatives in German horticulture, as this would be likely to lead to different re-
sults. 
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Figures 
 
 
Figure 1: Investigated factors influencing thematic areas of change management 
(own illustration: Cf.: Kettinger and Grover, 1995 and Walker et al., 2007) 
 
 
Figure 2: Methodology to avoid the reality gap (own illustration: Cf.: Vahs, 2007, 
p. 392) 
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Figure 3: Assignment of questions to the success factors of change at the psycho-
logical level 
 
 
Figure 4: Structure of the companies in the sample 
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Figure 5: Structure of the respondents in the sample 
 
 
Figure 6: "Megatrends" in German production horticulture 
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Figure 7: Causes of change projects in the next three years 
 
 
Figure 8: Problems in change processes 
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Figure 9: Success factors in known change processes 
 
 
Figure 10: Success factors in change processes within the company 
 
 
 
Figure 11: Degree of difficulty (left) and degree of target achievement (right) of 
change initiatives over the past two years 
 
